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(Heport Frepered for the CIA Subcomsdtioe of
the House of Represantatives Armed Services
Comnittes)

i. The procedures lor prepering Estional Imtelligerce
kstimates (NIE'S) have the s&im of uringing the tetalit; of Us
intelll-ence resources to bear, at the rizht time and in the
right formy, on the problems eonfrenting uS foreign polic:
mekers at the highest level, The lational Seturity Act of
1947, in setting forth the duties ol the Director of Jeniral
intelldi ence, declared Min resporsiile for preparin; intelllzence
for the netlonal securdty. ¥is iz therefore Lhe prisary rols
and reaspornmgibility in the preparstion of these estimptes. Im
earrying it out, he ir sssisted by a comparetively small
organdzstion within the CI4 e the Offles of Nationsl Islinaios e
ard the combined resources of the entire intelligence comunity wm
represented by the members of the Uidled “tates Intelld rence

Heerc (USIB) mnd their respective orpanizations.s

* The U513, cheired by the idrector, is mede up of the chiaf
of the intelllzence orgurdsation of tie bepertment of Sisteg
the Asaistert to the Secretiry of Defense (Specisl Cpersticns)
the intelli;ence chiofs of the Departments of the arey, havy,
Adr Porce, snd of the Jodni Gtell, and representetives - the
ALy the FBI, snd the Letional Lecurity hgeneye
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2« The USIB usually meets oass weekly, mure olten if
negeseary, antt 1is agends normally includes conaldersation of st
lesat onc et often several draft iiE's, Once the WBIE ke
approved an eslimate, the document stands ss the agreed viev
of the intellfjence communiiy, sné is submtied by the Lirectox
of Sentral Intellicence to the H-tions) Seourity Couneil, the

BC Flasning doard, and other consuaers as sppropriaste,

3 Before an estimate resches final censideretion by the
US1B 11 has received clese siiention in many agencies of the
govermaent, from iis ingeption to Lhe last steges of drefiing
el coordinations The machirery Anvolved in Lhe processg is
clatorste, but flexible, Joordinatec estimetes have beeb
eongelved and delivered in & matter of two or three hours on
orisis situations srising, fTor example; out of the Sues var
and the Hungerisn revclt. Ticee sre called Speciel Xstionel
irtelll ence Estimetes (SKIE's), at the other extreme the anual
somprehensive estisste on Joviet iniernal end esternsl pelicice
and prospects (a8 five year projection) requires meny months
of research, drafting and coordinaiion == within CIA and amo vy
the USIH mpzencies. The tiws and effort requived for mout
estimeton, vhether on partieculsy eouniries or other forelan
pelicy problers, fell somewhere in hetwesn these extre®s. he
same 1s true of their length, v ich may be as short ss one page
for Skli's en particular juestio: sy, or upwarcs of seventi=-Live

pages for the annual Soviet ontimate,
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Lo Vhether an HIE 38 leny or shoxl, dove nurriedly or

gt routine pace, the egneniisle of the progedurs &re &8s follownt

. JIpseptions Requirements for most ¥IE's can be
mﬁcﬁ.p&tiﬁ'w%rfn acvance of the time wren they are
sotuslly neededs The chlef pasis for schedulin; these

{6 the agerda of the K3G, Thyoush close and gontimul: ¢
1isnon, the Office of Neticnsl Estimates is ept. abreast
of the projected workeload of the N3G and ite ntafi for

at least air months ahesd, and the estimstes schedule ror
the pext helfeyear is revieved snd adjusted gusrterly Iin
sgoord ¥ith NSC needs, In adéition, a number of estimztes
sye alsc done at the reguest of ome or snother nf the U514
agancies or at the deslire of the Diyecior or other CIA
officials arnd components, incinding the Office of Hational
Entimntos.

b. Terze of Fefere
estingte D&y 234 M B0y -3 gt
by the Cffice of Hatlorel Estimetes, checked wvhen Becessrry
viih members of the ¥SC staff, snd egreed upon with
representatives of the inte lipence cozmunity «- &f necessery
in & formal meeting, This document becomes the cormerstore
of the estimate, It defines the problem precisely, irdicoton
scope and foous, essigms primar. responsl $lities for
resesrch and anglysis to the appropriste agencles, and sels
the schecule. In the ocase of special estimates dore on
o grash basis, this step car be eliminated in favor of
informal contacts wuhich serve essentizlly the ssme purposcst.

nces the Corperstope, OUncs &

goniributTons reprosent the ray material ol the estimete «-
prepared by experts in the gpencies and in CTA, often sfter
securing needed informetion from embessiss anc statlions in
tie field. They inciuds inforwstlon on pertinent jolitizal,
scononic, military and pefentific or other questions end
speculative analysis on tyends and developmants Lo comes
Through the medium of these contrihutions, every - zardsation
in the imtelll ence community is enabled to bring to beer
what 11 knows and osn find cut about krowable aspects of
the probles st hand; amé, to sstimste or speculste about

the mnl%e - those gueetions on which hard intellicence
ia ‘ e or those cuwertions about future develerzen:e
¢! concern tc US policks

d., Preparsailon of tbe fztime

Once contributione have b on Prom Lhe Join
woencies, ihe field, and apvepriste offices of Cla

£
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{iaelf, it is GHE's task o ascess and dlpest the neterisl,
tske mote of incomsistencivs 1n evicence of views, spot
&y gepe in peeded informatilon, end drsit the eesllmete in
the form snd with the gortent wost weful to the consumer.
It s up to OME to try te £i1) any gaps in informeticon by
Turther tapplo; of intelli.enge rescurces and to resolqs,
st lesast Yo its own setlafaction, eny differences of
opinion belween coniributing azencies on important matterce
In almest 8ll cases, ihe proce:se valls for bollin: dowm

a fairly lerge body of information and speoulstlon inte

s corperstively short statemsnt of the espentisls -~ both
of relevent facts and wsiimetes, Ursils are prepared
indtially by the Stalff inm O, and reviewed for substance,
reasoning, conaistensy, and form by the Board of Retienal
Estimntes ~~ a group of senier (14 offlciels of wide
sxperience and beek.round in iatelll ence and other

fields == mililary axd civilian, The Eoard's tesk fa to
se: that the drait responds ss Tully as possible te consumeyr
needs, and that in any metters st contesi, 8 sound ;osition
is taken.

poa!.tian ﬁﬁiﬁh the fmﬁ sf wuam Mtimms feels m&t
the Director of Ceniral Intelligence should talke, The
next stegs 1s to see that 1t slso represeniz the begt
possible view of the intelll -ence comwmunity ra & whele we
s if not, vhat the differences ars and vhere the best
sstinmate of the truth lies, After the ONE druft Las besn
studied and checked by erperis in the USIB agencles,

representatives of these sageacies mest wiih the ﬁa&ré ef
Rational Estinmates for coordinmaiion of the paper, MNeeting:
are chaiyed Ly a Board sesber who has bLeen in chayge of
the paper from the begimedng, It is the business of these
coordination sessions to o over thepper paragraph iy
paragraph, correcting any feolasd @rrma, setting aprizht
metters of color, emphesls end tone, mnd trylng to recen
sgreement on the key estimatss in the documant.

The husiﬁeu DL ang ' , '

hoyse tradin: between emaliamn@ mtemtas zr &ﬁiﬁiﬁm

or of fipding the blancest and lowest gommon denominztor,
For one thing, in the mature of the process, all responsitle
perticipants heve ar pet sccess to the same body of evlderce
anc =re seekin: to mmwver the same essentlal questions, ‘0
many, indeed most, of the eriticel estimstive lsaues, o
consensus of informed opinion fg not SAffiow)i to sgrdeve.
There are, of cowrse, ccossfonel questione of inicrpretaiion
or jJudgement on which differences of opinion will parsist
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even amony ressonsbles men end arperienced specialiste
reasoming tosvther ovey the swre body of evidence,
Obviougly, the polioyemsker is not well served by er
ectinste In shich every such Jdifference of upim{en, ne
natter how alisht or esvierie, is conselenticusly mede &
matter of record, Thus disegreements on nonwsssentisl
matters arc frequently settled by compromise -w bul only
on non-egsential matiers.

It i 8 highly important funciion of the Board of
Kationsl fstimates nember in ithe chely to see that this
dintinction 1s respected, Yor Just &s dissente on minoy
natiers would lopair the usefulness of an NIE, so failure
to note & real difference of cpinion on vital metiers wou'c
corstitute a real disservice, VYhere such dlss recuents
exist ~- they are not frequent but are by definition
pismificent == 1% is importert that they be crisply defian-d
an that & dlasent by an agemey confront the issvs squaraly
anc with relevant arpumentetion,

ge Finml bmﬁim' ong USIBa Vhen the dyeit ol
& M8, cuor working level, comes Lo the Laliy
3% hos reached the fiml steps IB gases vhere there wre
no cutstanding dissents, fimel spproval ie often quickly
gottan = though frequently one or seversl of the UFIN
memibers will raise questionms, challenge judgements oy
propose additions to & peper srising oot of bls owh revies
of the working level dveft, A more seriocus probl: m arises,
of aouree, where differences of opinion have rot been
receneliled durin: the process so far, and the USI) membepa
mazt gettle the ‘gxmstiaﬂ or srrec to disssree formelly,
The agcepted rules for deciding such gquestions st this
level are the seme as &1 the earlier stagze} evervore
scknowledges the desirabiliiy of an agreed estimetie,
cligenis on minor matiews e unweleome and lar;ely
svadded, and disegreenents oh mejor matiers should e mado
cleer and explained fullye To esszist in settlin: such
issues, UEIL members ueually heve present {he ec.periz or
rapreseontatives who st for them curing the cvordinetion
meeting(s), end OKE is alveys repreosented Ly iis Assistans
Lirector for Ectioral istimetes &3 well ss the particular
Hosxd and Stsff members resporsible for the estimsie,

he &mbsimr iuame. Twe docusenis, upuelly
prepared and ted in eomnection with an MIx,
daserve brief mmi@m the Validity Siudy and the foztw
Hartem. Both are efforts at s Bles © gzm@ performence
and guldeposts to Laprovement on the pert of the intelligence
communitys The velidity study, prepared in ONE ané reviewd

o ~
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and approved when the estimzte 1s, amounis to 2 criticel
lock at the paat estimstive yecord on the key questlions
considered in the estimate beiny comploted, "he Lo
mortes is & statement of what intelli ence deficfencies
Tand strengths) were erperienced in the course of coing

the sstimate jJust completsd. Beth are efforis at arelysing
the strengths and weaknesses of estimetes on key sublects v
and both are cesigmed to briny suthoritetively to the
mewbers of the intelllgzensse comeunity, in vashingten and

in the field, where there 18 need for ipprovement,

Conglderin: ihs

importance and megnitude of the toplcs, sud the policy problems
on whieh Lhey bsar, Hik's ard ertre ely brief documents. Makino
them 80 is one of the minor sxris irwolved in ihe preocees. "hey
are not sxwll enoyclopedic irestises on the problem or coumtry
voncerred, but a distillstlion of the essentisl ~- whether
relevart facts, educated spegidstioen on situstions where the
facts ean only pextly be known, or sssessmenis and eatimotes
of future developwertis. Pordaps the most loformstive way of
#ndin: this discussion is to ¢omslude with a brisf list of
cheracteristic estimatler and typen of estimstes commoidy pree
pared in & siven yesr. Totsl production of Nli's and SH.E's
usuelly runs to over &0 a yesrs, & few exampl ‘s seleoted Ifrom
the 1960 1ist will serve to illmsirate the ran.e:

{1) ®Msino Yrencs in Sovirt Capstdlitiecs snd Felicieos,
1960-1965

{2) Sino-Sovict Pelsilons

(3) Problems sffeating the North Atlentiec Allisnce
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{k) Soviet Capabidiiics in ‘uided Miss{les
(5} %be sutlock for the UAR
(6) The Cutlock for Indis

{7) Estimaie of the “orlc Situvation

ie ipecisl Nationmel Intallirence fstimates
(1) STAT

{2) ne off-Bhore Islands

{(3) Frobable Communi i Intentions in Lsion

(L) 4%he Soviet Atiitude snd Tacties on the borlin
Problem

oo
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